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Abstract
Social media are in the top of the agenda for many companies to date, however there seems to be very
limited understanding of the usage of social media for work purposes. In this study, we investigate
what values increase this usage, and whether that usage is related with employees’ performance. Additionally, we explore the impact of employees’ work experience on their social media behaviour. Our
study is based on responses from 1799 employees in the insurance industry. Results confirmed that
both utilitarian and hedonic values influence employees to use more social media for their work. In
addition, this study confirms that there is an important relation between the use of social media and
work performance. Last but not least, employees’ work experience is found to be a significant moderator of the relationship between social media use for work and work performance.
Keywords: Social media, Work performance, experience, motivations.
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1

Introduction

Social media have become increasingly popular over the years by connecting a wide variety of users
worldwide. They have also become very important for companies, since they can offer competitive
advantages with a proper strategic implementation on various stages of the company’s value chain.
Their penetration is very high, offering various opportunities for companies (especially low cost innovators and start-ups) to reach end user and access new, untapped markets. As such, it is of high interest
for executives and academics to understand the mean through which these tools can be leveraged appropriately. The introduction of social media in companies enables a new method of communication
among colleagues and customers (Chui et al., 2012).
Social media are a great example example of the impact of information technology on business, both
within and outside company boundaries. Proper implementation has the potential of new business
value creation along with increased productivity and innovativeness. Although social media are in the
top of the agenda for many companies to date, there seems to be limited understanding of the usage of
social media for work purposes. Researchers should help practitioners by offering insight on how to
make better use of the available technologies and tools, how to better engage with their employees and
customers, and how to optimally employ social media to strengthen their competitive position.
The question that obviously arises is: what makes employees to adopt social media for their work?
Moreover, which users tend to use them more, and if so, what might be the outcome? Previous research has shown a variety of reasons why users make use of different Social Media; however, this
analysis focuses on employees in order to investigate the reasons they are making use of social media
throughout their work-cycle (level of work experience) and, more importantly, how this impacts their
work performance. Hence, in this paper we seek to answer the following research question through a
quantitative study in the insurance industry, where the environment is competitive and it is reasonable
that every employee needs to take advantage of tools like social media (Leftheriotis and Giannakos,
2014):
RQ: What motivates someone to use social media for work purposes and how is this differentiated by
work-experience?
To address the above question, an empirical model is proposed and tested with the use of the structural
equation modelling (SEM) and the multi-group analysis methods.
The paper is organized as follows. In the next section we present the related work and the research
hypotheses of the study. In section 3 the methodology is outlined, and in section 4 the findings of the
study. The paper concludes with a discussion in section 5.

2

Related Work and Research Hypotheses

There is a significant body of existing research on how social networks are generally used in a corporate environment (Batra and Ahtola 1991). For example, there have been studies on the use of blogging software like Liao et al, (2012), on the use of social bookmarking tools like Morrie et al, (2010),
wikis within the boundaries of an intranet like Grudin and Poole (2010), enterprise forums, microblogging, and social networks (e.g. DiMicco et al, 2008). On the other hand, there are studies that
demonstrate the use of social media by employees outside of the company (micro-blogging (Morris M.
R. et al, 2010), social networks (Skeels and Grudin, 2009) etc.
In the first step of this study we used a hedonic and utilitarian values approach as the study of Batra
and Ahtola (1991) or the research of Brecht F. et al (2012), to explore employees’ motivations for
using social media for their work. Utilitarian and hedonic motivations differ fundamentally. Utilitarian
motivations are noted repeatedly in literature as being a category of forces that engage users in several
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processes. In Batra and Ahtola (1991) utilitarian motivation is defined as rational and goal-oriented
and, when applied to social media for work, shows that the benefits depend on the efficiency during
the process. As such, we can assume that these values influence employees to use social media for
their work. Thus, we propose the following hypothesis:
H1: Utilitarian values will have a positive effect on social media use for work.
Hedonic motivations, on the other hand, refer to the search for emotions such as happiness, enjoyment,
and fantasy, experienced during the social media usage. The role of emotions has been examined extensively in the area of online services and social media, with studies finding different effects of emotions on user behaviour (Pappas et al., 2014a,b; Pappas et al., 2016a,b; Stieglitz and Dang-Xuan,
2013). Hence, employees that are hedonically motivated seek the enjoyment of the process rather than
the utility of the purchased product. Consequently, hedonic employees receive satisfaction from the
experience itself and the emotions they experience through using it. Due to their nature, we can assume that social media (even for work purposes) are intrinsically enjoyable and facilitate greater
user/employee participation (H2). Hence, we propose the following hypothesis:
H2: Hedonic values will have a positive effect on social media use for work.
In the next step we attempt to investigate the relation of social media use for work and work performance. Although social media research has investigated and understood many personal social media
uses, as Tasy J. et al (2012) show, we know very little about social media’s impact on the way we
work. Empirical research on social media in the workplace is rare, and such studies are usually conducted in a limited and specific sample (as in Cao et al, 2012). In our approach, and based on the recent development regarding the possible benefits of social media for work (e.g. Cao et al, 2012 or
Leftheriotis and Giannakos, 2014), we support that social media use for work can increase work performance (H3). To this end, we propose the following hypothesis:
H3: Social media use for work will have a positive effect on work performance.
According to Lampe et al (2008) and Venkatesh (2000), as user beliefs, experience and attitudes do
change over time, their work habits and tactics could not be the same. Employees’ work-cycle (experience) has to be an important determinant on their social media use. Since new employees have less
established networks and customers, the use of social media is an important tool for recruiting customers and establishing their network. Therefore, in the context of social media use and impact on work
performance, it seems reasonable to expect that the level of work-experience may be an important factor in determining employees’ work behaviour. Herein, employees’ previous experience has a significant moderating effect on the relationships between hedonic/utilitarian values and social media use for
work; and social media use for work and work performance. Following, we propose the following hypotheses:
H4a: The strength of the relationship between utilitarian values and social media use for work differs
between high- and low- experienced employees.
H4b: The strength of the relationship between hedonic values and social media use for work differs
between high- and low- experienced employees.
H4c: The strength of the relationship social media use for work and wok performance differs between
high- and low- experienced employees.

3

Methodology

3.1

Sampling

Our research methodology included a survey conducted through the delivery and collection of individual questionnaires. It was made clear that there was no reward for the respondents and the partici-
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pation was voluntary. The sample of respondents was composed of almost equally males 936 (52%)
and females 863 (48%). In terms of age, the majority of the respondents 930 (51.7%) were between 31
and 45 years old, 369 (20.5%) involved people less than 31 and 500 (27.8%) were more than 45.
Based on the demographics (age, occupation, etc.), it is clear that the sample does not have any influence on the results of this research.
There were three methods for collecting the responses of the questionnaires: 83% was collected in person by our researchers, 9% was online questionnaires from people that had received an email invitation from us and 8% were from people that attended a conference and were informed there. The procedure of collecting the completed questionnaires was simple: researchers visited an insurance office/company and told the employees/employers that they conduct a study for the National Insurance
Institute. Every employee in the office was given a questionnaire and two–three days later, the researchers had to visit the company/office in order to collect the completed questionnaires. For the remaining 17% of the questionnaires gathered, respondents completed the questionnaire electronically.
That said, the majority of the questionnaires were collected in person, and this is a strong aspect of this
study since we had to visit a variety of workplaces (connected to the insurance industry).

3.2

Measures

Concerning the widely used term Social Media, a number of example media such as Facebook,
LinkedIn, Twitter, Blogs were presented to the participants of the study along with the respective
questions, so as to be sure that all participants clearly understand the term.
The questionnaire handed out to the employees was divided into two parts. The first included questions on the background information of the sample (i.e. gender, age, years of experience (EXP) in the
specific work, and their exact occupation in the Industry).
The second part included measures of the four principal factors adopted from previous studies. Table 1
lists the four principal factors, their definitions and their source from the literature. In an effort to explore employees’ motivations for using social media for work we measured Utilitarian (UV) and Hedonic Values (HV). Utilitarian systems are designed to provide instrumental value to the user (e.g.
performing a specific task). ‘Instrumental’ implies that there is an objective external to the interaction
between user and system, such as increasing task performance. Hedonic refers to those systems that
provide self-fulfilling value to the user (e.g. enjoyment while playing a computer game). In addition,
we measured Social Media Use for Work (SMUW) and Work Performance (WP). We used 5-point
Likert scales to measure the variables (worded “Strongly Disagree”, “Disagree”, “Neutral”, “Agree”
and “Strongly Agree”). The appendix lists the questionnaire items used to measure each construct,
along with descriptive statistics and loadings.
Construct
Utilitarian values

Operational Definition
Utilitarian values refer to the degree to which the employees believe that using social media is useful and effective
Hedonic values
Hedonic values refer to the degree to which the employees
believe that using social media is a fun and emotionally
stimulating experience.
Social media use The degree to which employees use social media in their
for work
work.
Work performance The degree to which employees are indicating their performance.
Table 1.

Source
Voss et al. 2003
Voss et al. 2003

Kankanhalli et al.
(2005)
Kuvaas 2006

Construct definition
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3.3

Data analysis

The constructs were evaluated in terms of reliability with the use of the Cronbach alpha indicator (required to be higher than .7), followed by a validation analysis, which requires that average variance
extracted (AVE) is greater than .50, the correlation between the different variables in the confirmatory
models does not exceed 0.8 points, as this suggests low discrimination and that the square root of each
factor’s (AVE) is larger than its correlations with other factors.
Goodness of fit (GoF) describes how well the model fits its data. Here, several fit indices were used to
assess model-data fit. The chi-square statistic is sensitive to sample size, and is expected to be above
the recommended value of 3 because of the large sample of this study. However, as a global statistic it
is used in this study. Root mean square error of approximation (RMSEA), comparative fit index (CFI)
value and normed fit index NFI were all used to evaluate model-data fit (Byrne, 2013). RMSEA less
than .05 suggests good model-data fit; CFI and NFI indices greater than .90 suggest good model-data
fit.
The model needs to be tested for invariance across groups. In other words, it must be examined if
components of the measurement and structural model are equivalent across particular groups of interest. Prior to invariance testing, each group was assessed using a goodness of fit test. Invariance of the
components is highly important. Unless it is proved, the examination of the structural model has no
value. Also, if invariance cannot be proved for the structural model, path differences should be examined in order to find which ones differ among the groups (Byrne, 2013). Next we examined the effects
of utilitarian values and hedonic values on social media use for work, the effect of social media use for
work on work performance. Then the moderating effect of work experience on the relationship of utilitarian and hedonic values with social media use for work, as well as on the relationship of social media use for work with work performance with a multi-group SEM analysis. The analysis was performed using standard SEM software AMOS Version 18.0.

4

Research findings

Before conducting a multi-group analysis, reliability and validity of the constructs was examined. Reliability testing provided acceptable indices of internal consistency, since the Cronbach alpha indicator
exceeded the cut-off level of 0.70 for all constructs (Table 2). Validation testing results are also provided in Table 2. AVE for all constructs was higher from the level of 0.50, all correlations were lower
than 0.80 and square root AVEs for all constructs were larger from their correlations.
Construct
Construct

Mean

SD

CR

AVE

UV

HV

SMUW

UV

2.82

1.2

.95

.68

.83

HV

2.51

1.2

.95

.73

.43

.53

SMUW

2.44

1.2

.85

.62

.64

.47

.79

WP

3.79

.7

.83

.54

.63

.07

.08

WP

.74

Note: Diagonal elements (in bold) are the square root of the average variance extracted (AVE). Off-diagonal elements are
the correlations among constructs (all correlations are significant, p< 0.01). For discriminant validity, diagonal elements
should be larger than off-diagonal elements. UV, Utilitarian Values; HV, Hedonic Values; social media USE FOR
WORK, Social Media Use for Work; WP, Work Performance.

Table 2.

Descriptives and correlations of latent variables.
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The estimated path coefficients of the structural model were examined in order to evaluate our hypotheses. Figure 1 presents the SEM analysis of the research model. Both Utilitarian and Hedonic
Values had a significant positive effect on Social Media Use for Work, supporting H1 and H2. In addition, Social Media Use for Work had a positive effect on Work Performance, supporting H3. Square
multiple correlations (R2) are presented in Figure 1 as well, the R2 for social media USE FOR WORK
and WP.

Figure 1.

SEM Analysis of the Research Model.

Prior to the multi group analysis and preceding invariance testing, each group was assessed. Factor
loadings and goodness of fit were examined. Specifically, item factor loadings above 0.60 were considered acceptable. The indices for the low-experienced group were x2/df: 5.09, RMSEA: .06, CFI:
.95, NFI: .94 all acceptable. Similarly, the indices for the high-experienced group were x2/df: 4.96,
RMSEA: .06, CFI: .96, NFI: .95 all acceptable. Comparing the measurement model with the unconstrained one, group equivalence was proved. Specifically, as Table 3 demonstrates, the p-value was
non-significant with ΔX2(15)= 18.8 (Byrne, 2013). Hence, the examination of the equivalence among
the structural weights followed. Unlike the measurement model, the structural model had a significant
p-value with a ΔX2(3)= 7.75, p < .05. (Table 2).
Summary of GoF Indices
Model

x2/df

RMSEA

CFI

Unconstrained Model

5.02

.047

.95

Measurement Weights

4.84

.046

.95

Structural Weights

4.99

.047

.95

Differential GoF Indices
Model Comparisons

df

x2 diff (Δx2)

P value

Measurement Weights

15

18.8

N.S.

Structural Weights

3

7.75

.05

Table 3.

Invariance – Goodness of fit indices.
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Consequently, testing for path differences in the model was possible. The moderating effect of experience in the proposed model was estimated through a multi-group analysis. Results are presented in
Table 4. Testing for differences between the two groups was achieved by doing a pairwise comparison
of the coefficients, using the critical ratios for differences on Amos. Significant group differences were
found only for the effect of social media use for work on WP, thus supporting H4c. Findings reject
H4a and H4b since no differences were found for the effects of utilitarian values and hedonic values
on social media use for work.
Also as table 4 shows, utilitarian and hedonic values had a significant effect on social media use for
work for both low- and high- experienced employees. The effect is similar for both groups, thus explaining why work experience has no moderating effect on the aforementioned relationships. Also,
social media use for work has a significant effect on work performance, only for low experienced employees, thus explaining the moderating role of work experience.
Social media use for work
Low

High

EXP

EXP

Differences Between
Groups

Proposed Hypoth.

Utilitarian values

.68***

.63***

N.S.

H4a (Reject)

Hedonic values

.08*

.12**

N.S.

H4b (Reject)

.55

.51

R

2

Work Performance
Low

High

EXP

EXP

Differences Between
Groups

Social media use for
work

.16***

.01

p<0.05

R2

.03

.00

Proposed Hypoth.
H4c (Accept)

X2(df)=; NFI: .94 CFI=.95; RMSEA= .05

GoF
*** p < .001; **p < .01; *p < .05

Table 4.

5

Invariance – Goodness of fit indices.

Discussion and conclusion

In this study, we investigated the use of social media for work purposes. We aim to understand how
the use of social media for work influences employees’ performance, and what is the role of work experience in the same context. Specifically, this study starts by examining how utilitarian and hedonic
values influence the use of social media for work by employees’, and how this usage of social media
influences their performance. Further, the study explores the moderating effect of work experience on
the relationship of utilitarian and hedonic values with social media use for work, as well as on the relationship of social media use for work with work performance. Our results indicate that both hedonic
and utilitarian values raise social media use for work (H1 and H2). Regarding the impact of using
social media for work, the results of our analysis indicated a significant impact of social media use for
work on employees’ work performance (H3). This result provides insight to the use of social media for
work since the influence of social media on organizations is still controversial (Cao et al., 2012).
Another important conclusion of our study is that employees’ work-experience is found to be a significant moderator of the relationship between social media use for work and work performance
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(H4c). However, work performance had no significant influence on the relationship among utilitarian
and hedonic motivations and social media use for work, thus rejecting H4a and H4b. It is important to
highlight here that we investigated any potential bias coming from the age, and is found that age has
no moderating effect on the relationship between social media use for work and work performance.
Hence, work-experience independently from the age plays an important key-role on the social media
use for work. These results build on the potential of social media as a medium for improving work and
knowledge sharing, thereby increasing productivity, especially during their first steps, where the need
for networking is more intense.
Contrary to previous researches (e.g., DiMicco et al., 2008), our data are collected from a large pool of
companies in the insurance sector rather than a single company. However, this large scale study has
certain limitations. Our study was focused to the insurance industry, so there is a question of whether
the results presented in this research can be considered representative for the majority of employees,
no matter the industry they are employed. Insurance industry is a sector of global economy in which a
broad diversity of people is employed, from attorneys to bank-assurance employees or insurance
agents, enhancing the value of the results in this research. Despite the fact that insurance industry has
internationally connected corporations, in the future, we plan to conduct a similar study in more countries like the study of Błachnio et al. (2016) to investigate the international perspective of this study.
Another limitation stems from using self-reported measures. That said, the perceived (social media use
for work, Work Performance etc.); however, this is supported from the literature (Cao et al., 2012),
since those perceived factors are very close and well related with the actual ones.
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Appendix
The factors and the items that were included in the questionnaire of this study can be found in the following table.
Construct and scale items

Mean

S.D.

Loading

Utilitarian value, CA = 0.952
Using social media (e.g. facebook, linkedin, twitter, blogs) for your work is:
1.

Effective

2.68

1.27

0.808

2.

Helpful

2.98

1.33

0.849

3.

Functional

2.84

1.29

0.848

4.

Necessary

2.74

1.40

0.811

5.

Practical

2.89

1.33

0.811

Hedonic Value, CA = 0.948
Using social media (e.g. facebook, linkedin, twitter, blogs) for your work is:
1.

Fun

2.69

1.33

0.812

2.

Exciting

2.34

1.25

0.865

3.

Delightful

2.72

1.29

0.830

4.

Thrilling

2.40

1.25

0.886

5.

Enjoyable

2.39

1.27

0.884

2.55

1.40

0.815

I regularly use social media to maintain and strengthen communication with colleges in my work
2.45

1.35

0.800

What is your frequency of usage of social media at work

2.34

1.29

0.748

Social media use for work, CA = 0.849
1.
2.
3.

I often use social media to obtain work related information and
knowledge

Work performance, CA 0.834
1.

I almost always perform better than an acceptable level

3.74

0.94

0.820

2.

I often perform better than can be expected from me

3.65

0.95

0.802

3.

I often put in extra effort in my work

3.93

0.94

0.784

4.

I intentionally expend a great deal of effort in carrying out my job 3.67

1.18

0.715

5.

I try to work as hard as possible

4.03

0.90

0.684

6.

The quality of my work is top-notch

3.67

0.90

0.620

R

Reversed question, CA; Cronbach alpha, * Deleted due to low loading
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